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Abstract 
This study provides an understanding on the state of research and on the existing literature gap on motivation 
through a leader’s behavior. The study focused on situational, transformational and authentic leadership, as well as 
on ethical and emotional intelligent behavior. Hypotheses were constructed to develop an appropriate measurement 
model. The primary data collection was conducted through an online questionnaire with worldwide respondents. 
The findings show that all selected leadership styles and behavior were rated as motivating by the majority of 
respondents. Statistical test has shown that the level of motivation is not dependent on the respondent’s nationality. 
This suggests that the selected behavior-sets can possibly be used to motivate multinational teams. 
© 2014 The Authors. Published by Elsevier Ltd. 
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1. Introduction 
Today’s global leaders need to adopt a challenging set of competencies to be effective in present-day global 
organizations for motivating and leading their multinational teams (Northouse, 2013). A key question is what makes 
a successful global leader. Current literature has no overall answer. This is why this study aims to devise a behavior-
set to motivate multicultural teams successfully. Therefore, it attempts to describe a ‘perfect DNA’ by identifying 
key performance indicators for a global manager. Furthermore, this aims to give a more detailed understanding of 
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the role of selected leadership styles and behavior in terms of motivating multinational teams. To fulfill this 
objective, the secondary data of this study has been collected from traditional international human resources (HR) 
literature, additional literature including works on motivation, multicultural teams and leadership as well as 
numerous studies in the area of leadership styles and managers’ behavior in leading and motivating multinational 
teams. This secondary data has been used as a basis for further primary research, which was collected by conducting 
an online questionnaire. To collect the data a convenience sample of various people of different nationalities and 
cultural backgrounds was chosen. Afterwards, the data was analyzed with Microsoft Excel and Statistical Product 
and Service Solutions (SPSS). The result can be used to develop new theories in the area of employee motivation or 
as a basis of further research. Beside the theoretical contribution to the state of research, the results of this study can 
also be used for international companies to improve their companywide internal leadership style or by managers or 
leaders to enhance their way of leading multinational employees. However, the overall aim of this study is to 
provide a behavior-set for multinational managers to successfully motivate multicultural teams. 
2. Literature review 
After a detailed analysis of the existing literature, it was found that the literature contains a wide range of 
leadership approaches, characteristics of global managers and motivation theories (Northouse, 2013). The most 
important of these were identified and a model to motivate multicultural teams has been developed.  
 
 
Figure 1: Model to motivate multicultural teams 
It consists of the situational leadership approach (Hersey & Blanchard, 1988) as a basis and the four most 
important leadership styles and behavior-characteristics of transformational (Northouse, 2013; Terry, 2007; Brian & 
Lewis, 2004, Williams, 2008; Pawar, 2003) and authentic leadership (Northouse, 2013; Jensen & Luthans, 2006), as 
well as ethical (Northouse 2013; Price, 2000; Clark, 2009; Avolio & Walumbwa, 2006) and emotional intelligent 
(EI) behavior (Northouse, 2013; Goleman, 2013; Schulze & Roberts, 2005; Kerr et al., 2006; Holian, 2006; Druskat 
& Wolff, 2001) as motivation-factors.  
2.1. Situational leadership 
The situational approach of Hersey and Blanchard (1988) emphasises that leadership is made up of supportive 
and directive dimensions. In order to be efficient, a leader needs to apply each of them in appropriate situations. 
Directive behavior is focused on identifying what needs to be done, who is responsible and how it can be done, 
which leads to a more one-way communication. In contrast, by applying supportive behavior, the leader shows 
emotional and social support and also assists in accomplishment of tasks, thus, this is more a two-way 
communication (Hersey & Blanchard, 1988). Hersey and Blanchard’s (1988) two dimensions are categorised within 
four styles: coaching, supporting, directing and delegating. Which style will be used is also affected by the maturity-
level of the workers (Hersey & Blanchard, 1988).  
2.2. Transformational leadership 
Northouse explains that transformational leadership is one of the most popular leadership approaches and has 
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been the focus of numerous research studies since the early 1980s. It describes a process of transforming/changing 
people and focuses on values, standards and long term goals. Further important factors are ethics, emotions and the 
satisfaction of the follower’s needs as well as the action to treat them as full human beings and the assessment of 
their motives (Northouse, 2013). According to Northouse (2013), Tracey and Hinkin (1998), identified the four I’s 
of transformational leadership: inspirational motivation idealized influence, individualized consideration and 
intellectual stimulation (Northouse, 2013).  
2.3. Authentic leadership 
Northouse (2013) describes authentic leadership as also one of the most popular leadership approaches. As the 
name implies, it is about the authenticity of leaders. Therefore, leaders should know and act on what is ‘true’ in 
themselves, the organisation and the world. In many previous studies of transformational leadership, such as the 
ones from Bass and Burns (1978, cited in Northouse, 2013), authentic leadership was already researched but never 
completely articulated. It is still in the formative phase of development and therefore there is no overall definition 
(Northouse, 2013).  
2.4. Ethical behavior 
Northouse (2013) points out that the word ethics explains the form of value and morals a society or an individual 
finds appropriate or desirable. Ethical theory aims to provide a basis of what it means to be a morally honest human 
being and gives a system of principles and rules to show what is good, bad, right and wrong in an exact situation. 
Ethical theories are always split into two broad domains: theories about leader’s character and leader’s conduct. 
Since the 1970s various studies on business ethics have been conducted but only a few have been related to 
leadership ethics and even fewer were conducted to test the degree of motivation arising from an ethical behavior of 
a leader (Northouse, 2013).  
2.5. Emotional intelligent behavior 
Northouse (2013) describes the expression ‘emotional intelligence’ (EI) as including the affective domain 
(emotions) and the cognitive domain (thinking) and also the interaction between these. Intelligence is related to our 
ability to learn information to apply it for life tasks. Therefore, EI is the ability to understand emotions and apply the 
understanding of them to several tasks in life. It is the ability to perceive and express emotions and furthermore to 
use them for understanding and managing emotions in relationships and within oneself (Northouse, 2013).  
Nevertheless, despite the literature showing these factors, only a few researchers have tried to understand how to 
motivate multinational teams and even fewer have linked different skills and behavior to this topic. Therefore, this 
study aims to complement this research area by analyzing the developed skill-set in terms of motivating 
multicultural teams.  
3. Research methods 
According to Saunders et al. (2012) as well as Bryman & Bell (2011) a positivist philosophy relating to a 
deductive approach was chosen, using an online questionnaire as a quantitative method in a cross-sectional time 
horizon. Therefore, the following hypotheses were developed:  
 
H1: Situational leadership can be used to motivate multicultural teams. 
H2a: Transformational leadership can be used to motivate multicultural teams.  
H2b: Authentic leadership can be used to motivate multicultural teams.  
H3a: Ethical behavior can be used to motivate multicultural teams.  
H3b: Emotional intelligent behavior can be used to motivate multicultural teams.  
 
The hypotheses development is visualized in Figure 2. The data to confirm or reject these was collected by 
developing an online survey based on the reviewed literature. In total, the survey contained 16 questions. The 
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questions consist of descriptions regarding different situations based on the identified key elements and the question 
"How does the following action motivate you?” The answers were given in a 4-point Likert-scale from ‘highly 
motivating’ to ‘motivating’, ‘demotivating’ to ‘highly demotivating’. Table 1 shows them in detail. 
 
 
Figure 2: Hypothesis – Research model 
Table 1: Key elements and questions 
Key element Question: How does the following action motivate you? 
Transformational leadership 
Individualized consideration Your leader focuses on you as an individual person  
Situational decision making  Your leader helps you to make decisions if necessary and let you make decisions on your own if 
possible  
Competence  Your leader is highly competent  
Strong moral values  Your leader shows strong moral values  
Trust  The relationship between you and your leader is strong and based on trust  
Authentic leadership 
Purposeful  Your leader has a goal and tries everything to fulfill it  
Compassionate  Your leader is able to put himself into your position and tries to understand your feelings  
Self awareness  Your leader knows his strengths, weaknesses, qualities, and has self-discipline  
Ethical behavior 
Respect  Your leader shows respect to you and others  
Serve others  Your leader acts as a mentor (invests time and energy in you)  
Just  Your leader treats everybody (not depending on gender, ethnic background) fairly and  in the same 
way  
Building community  Your leader builds a team and takes care of it  
Eco leader  Your leader protects our environment  
Emotional intelligent behavior 
Identifying and  
understanding emotions  
 
Your leader can tell if others are in a good/bad mood  
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Managing emotions  Your leader comes up with new ideas to calm you down  
Influencing emotions  Your leader is able to change your mood  
 
To conduct the research, a convenience sample approach was applied. For the analysis, SPSS and Microsoft 
Excel were chosen to investigate the data in four-steps, including Fisher’s exact test and Cronbach’s alpha.  
4. Data analysis  
The following measurement model was developed to provide an overview of the analysis.  
 
 
Figure 3: Measurement model (adapted from Backhaus et al., 2006) 
Figure 3 shows the research model, extended by the measurement options of this study. Each leadership style and 
behavior-set was assigned to an item set of three to five questions which will be analyzed in detail in this chapter.  
4.1. Sample characteristics 
The sample of this study consists of 333 participants, of both genders, with different ages, ethnic origins and from 
50 different countries. In total, 563 participants started the questionnaire and therefore, 233 did not complete/submit 
the survey and were therefore not considered.  
One issue was that 167 participants (in total 50 %) of this study were from one particular country (Germany). The 
second most strongly represented country (South Korea) had 29 participants (8.7%) and six countries were 
represented by around ten participants each. All other countries were represented by a lower number of up to seven 
participants. To ensure the reliability and validity of this study, the data was reduced by choosing randomly only 16 
Germans and 14 South Koreans.  
To ensure a directly comparable basis, a second data reduction was made. It consists of the eight most strongly 
represented countries: Finland, France, Germany, Peru, South Korea, Spain, United Kingdom and USA. From each 
country, eight random respondents (a total of 64 participants) were selected. However, even though this number of 
eight representatives is relatively low and therefore less reliable and valid, the reliability and validity can be argued 
as higher than in the case of a comparison of dissimilar respondents. Nevertheless, to make a sample representative 
and reliable, a minimum of 30 respondents is required (Raab-Steiner & Benesch, 2010). However, to improve the 
generalisability, the author suggests a bigger sample size, more likely to meet the wider population. Nevertheless, 
this study aims to provide a basic understanding on how the previously selected leadership styles and behavior can 
possibly be used to motivate people from different countries. It can be argued, that this aim can be fully reached by 
this kind of sample.  
Following Saunders et al. (2012) the internal reliability of this study was measured with the Cronbach’s alpha 
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factor. Cronbach’s alpha is a coefficient for calculating internal consistency, which measures the reliability of item 
sets. 
4.2. Data Analysis and Discussion 
4.2.1. Situational Leadership 
The degree of motivation through the situational leadership approach was tested through six questions containing 
the main key factors. It was not analyzed by a separate question-set, as this type of leadership’s key factors were 
already included in the item sets for the other leadership styles and behaviors. The results are detailed in Figure 4. 
 
 
Figure 4: Findings for situational leadership 
These findings indicate that the hypothesis H1: ‘situational leadership can be used to motivate multicultural 
teams’ seems to be confirmed, because this leadership style is motivating more than 80 % of all respondents. The 
question whether this degree of motivation is dependent on the participant’s nationality needs to be proven by a 
more detailed analysis. Following several authors (Burns & Burns, 2008; Raab-Steiner & Benesch, 2010; Bühl, 
2012; Backhaus et al., 2006), Fisher’s exact test was chosen to analyze the dependency of the variables (motivation 
level of situational leadership and respondent’s nationality).  
Table 2: Key elements situational leadership 
To interpret Fisher’s exact test, the literature suggests a significance level of <5 % to reject the null-hypothesis. 
As seen in Table 2, the values of Fisher’s exact test are >5 %, which leads to the assumption that almost every key 
element’s null-hypothesis is not rejected (Burns & Burns, 2008; Easterby-Smith et al., 2004; Raab-Steiner & 
Benesch, 2010). Although there is one exception (competence), it seems that the criteria of situational leadership 
were felt as motivating by the participants irrespective of their nationality. Thus, the hypothesis can reasonably be 
confirmed because the suggestion (that situational leadership can be applied to motivate people from different tested 
countries and were not considered less motivating or even demotivating by specific nations) was strongly supported.  
Influenced factor Influencing factor Influencing factor Fisher's exact Test 
Motivation ← Situational decision making ← Nationality .837 
Motivation ← Competence ← Nationality .020 
Motivation ← Compassionate ← Nationality .211 
Motivation ← Serve others  
(Mentor) 
← Nationality .310 
Motivation ← Identify emotions ← Nationality .376 
Motivation ← Managing emotions ← Nationality .330 
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4.2.2. Transformational leadership 
The degree of motivation through transformational leadership was tested by five questions including the main 
key factors of this leadership style. The findings of this item set are shown in Figure 5.  
The hypothesis H2a: ‘transformational leadership can be used to motivate multicultural teams’ can be confirmed 
on basis of the above described findings, which showed that this leadership style is motivating more than 92 % of all 
respondents. As before, the following table shows the statistical results of Fisher’s exact test.  
 
 
Figure 5: Findings for transformational leadership 
Table 3: Key Elements of Transformational Leadership 
Influenced factor Influencing factor Influencing factor Fisher's exact Test 
Motivation ← Individual person ← Nationality 0.28 
Motivation ← Situational decision 
making 
← Nationality 0.84 
Motivation ← Competence ← Nationality 0.02 
Motivation ← Moral and values ← Nationality 0.12 
Motivation ← Relationship based on trust ← Nationality 0.64 
Table 3 shows, that most of the items had a Fisher’s exact test value of >5 %. Thus, the hypothesis that 
transformational leadership can be applied to motivate people from different tested countries can be confirmed. 
Even if one case (competence) seems to motivate people from different countries in a different way, all the other 
items and therefore the majority do not depend on the nationality of the respondent. This means that the criteria of 
transformational leadership were felt as motivating by the participants irrespective of their nationality.  
4.2.3. Authentic leadership 
The motivation level of this leadership style was tested by an item set consisting of three questions. Figure 6 
shows the results in detail.  
233 Anita Rothacker and Georg Hauer /  Procedia - Social and Behavioral Sciences  130 ( 2014 )  226 – 236 
 
Figure 6: Findings for authentic leadership 
These findings show clearly that a majority of over 86 % was motivated through this item set, indicating that this 
hypothesis H2b: ‘authentic leadership can be used to motivate multicultural teams’ is confirmed. Table 4 shows the 
statistical results of Fisher’s exact test. 
Table 4: Key Elements of Authentic Leadership 
Influenced factor Influencing factor  Influencing factor Fisher's exact test 
Motivation ← Purposeful ← Nationality .252 
Motivation ← Compassionate ← Nationality .211 
Motivation ← Self-awareness ← Nationality .144 
This study showed that authentic leadership can be applied to motivate multinational teams because the degree of 
motivation is irrespective of their nationality.  
4.2.4. Ethical behavior  
The item set of ethical behavior consist of five questions summarized in Figure 7.  
 
 
Figure 7: Findings for ethical behavior 
These findings of over 87 % motivated respondents indicate that the hypothesis H3a: ‘ethical behavior can be 
used to motivate multicultural teams’ can be confirmed. Table 5 shows the statistical results of Fisher’s exact test.  
Table 5: Key Elements of ethical behavior 
Influenced factor Influencing factor  Influencing factor Fisher's exact test 
Motivation ← Respect ← Nationality .040 
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Motivation ← Serve others (mentor) ← Nationality .310 
Motivation ← Just (treats everybody the same  
way) 
← Nationality .007 
Motivation ← Team building ← Nationality .650 
Motivation ← Environmental leader ← Nationality .155 
Table 5 shows that two cases have a Fisher’s exact value <5 %. It can be argued that respect and being just are 
factors which were (in different nations) felt differently in terms of motivation. However, with a majority of three 
items >5 %, the hypothesis can arguably be confirmed.  
4.2.5. Emotional intelligent behavior 
The item set to test the level of motivation through emotional intelligent behavior consists of three questions 
which are analyzed in Figure 8. 
 
 
Figure 8: Findings for emotional intelligent behavior 
The findings of this analysis have shown that the number of motivated respondents was in comparison to the 
previous item sets significantly lower. However, at 65 %, it is still the majority, which arguably confirms the 
suggestion that emotional intelligent behavior still has a motivating effect on employees. To clarify the dependency 
on the nationality Table 6 shows the necessary details.  
Table 6: Key elements of emotional intelligence 
Influenced factor Influencing factor  Influencing factor Fisher's exact Test 
Motivation ← Identify emotions ← Nationality .376 
Motivation ← Managing emotions ← Nationality .330 
Motivation ← Using emotions ← Nationality .944 
With an overall result of Fisher’s exact test >5 %, it can be argued that, the hypothesis H3b: ‘emotional 
intelligent behavior can be used to motivate multicultural teams’ can be confirmed.  
4.2.6. Comparison 
After a detailed analysis and discussion of each leadership style and behavior, this section aims to compare them, 
in order to give an overall understanding. Figure 9 shows a detailed comparison of all findings:  
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Figure 9: Comparison of all findings 
Figure 9 illustrates the overall comparison of the previously developed leadership style- and behavior-sets to lead 
multinational teams. Transformational leadership was, with a value of almost 53 %, rated as the most ‘highly 
motivating’ item set. Also the overall motivating value (highly motivating + motivating) of 92 % was the most 
significant. Ethical behavior, with a value of almost 50 %, was the second highest in terms of ‘highly motivating’-
answers and had also the second highest value of 88 % in overall motivating answers. Authentic leadership was, 
with a ‘highly motivating’ value of 42 % and a value of 87 % overall motivated respondents, rated just slightly 
lower. Emotional intelligent behavior was rated as the lowest motivating behavior with a significant fewer value of 
18 % of respondents that felt highly motivated and a value of 65 % of overall motivated respondents. The analysis 
showed that only around 4 % of all respondents said that the questions related to transformational leadership do not 
affect their motivation. However, in the authentic leadership set almost 8 % and at the ethical behavior-set almost 9 
% felt that way. At the emotional intelligent behavior-set the maximum amount of almost 24 % said that it does not 
affect their motivation.  
The reliability of this study was tested by a statistical test called Cronbach’s alpha conducted via SPSS. Table 7 
shows the Cronbach’s alpha value of all findings. The Cronbach’s Alpha of all findings (16 questions) indicates with 
a value of 83 %, that this study is internally consistent and can therefore be seen as reliable (Saunders et al., 2012). 
Moreover, the results showed that the study was measure Moreover, the results showed that the study was 
measuring what it was supposed to measure and therefore, it is seen as valid. 
Table 7: Cronbach’s alpha of all findings 
Cronbach’s Alpha 
Value Number of items 
0.83 16 
5. Conclusion 
After analyzing the wide range of existing leadership approaches, the most important were identified and a model 
to motivate multicultural teams has been developed. It consists of the situational leadership approach as a basis and 
the four most important leadership styles and behavior-characteristics of transformational and authentic leadership, 
as well as ethical and emotional intelligent behavior as motivation-factors. This was the basis to develop five 
hypothesis combined to a research model. To provide an overview of the analysis a measurement model was 
developed. Further primary research was collected by conducting an online questionnaire. To collect the data a 
convenience sample of various people of different nationalities and cultural backgrounds was chosen. Table 8 shows 
an overview of the hypothesis findings. 
Table 8: Overview of hypothesis findings 
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Hypothesis Findings 
H1: Situational leadership can be used to motivate multicultural teams. confirmed 
H2a: Transformational leadership can be used to motivate multicultural teams. confirmed 
H2b: Authentic leadership can be used to motivate multicultural teams. confirmed 
H3a: Ethical behavior can be used to motivate multicultural teams. confirmed 
H3b: Emotional intelligent behavior can be used to motivate multicultural teams. confirmed 
This illustrates that the hypothesis were all confirmed. Therefore, the suggestion is confirmed that situational 
leadership completed by the use of transformational and authentic leadership as well as ethical and emotional 
intelligent behavior, can be used as a basis, to motivate employees with different national backgrounds.  
The reliability of this study was tested by Cronbach’s alpha. The overall Cronbach’s alpha of all findings, with a 
value of 83 %, indicated that this study is internally consistent and can therefore be seen as reliable (Saunders et al., 
2012).  
The conducted study could provide a basis or inspiration for further research: possibly, after some time, one 
could reinvestigate this study and get different findings based on different circumstances. Thus, the author finally 
recommends keeping track of the changes, to apply the identified behavior to motivate multinational teams, always 
to treat every person as a individual and adjust the leader’s behavior to the needs and wants of the subordinates. 
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